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$EMORANDUM FOR THE NATIONAL ESTIMATES BOARD 

FROM* Assistant Director for National Estimates 

SUBJECT* Proposal for NIE and text of memorandum re National 
Estimates of the Situation 


Th e following is t he text of a memorandum received from 
Colonel DSAF f of the Estimates Staff, which is cir= 

culated io^you!^nfo!raation 0 It is suggested that the Board may 
consider this proposal at an early meeting 0 


n lo The processes of reaching a decision have been thoroughly 
analyzed many times, and by many people, and found generally to 
follow a reasonably well defined pattern* For the most part the 
processes are rational, logical, and orderly* For many years d©«=» 
cisions have been reached through an "Estimate of the Situation" 
which essentially is nothing more than an analytical and logical 
method of solving a problem* As translated and extrapolated to 
problems on a national scale, the processes for a given set of cir= 
cumstanaes could be outlined as follows* 
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”2© Where a nation's objectives are in conflict with those of 
another nation, it is obvious that a situation exists where a con- 
test by fore© must be initiated if the objectives of one are to be 
attained,. The forces available to a nation are numerous, i„e., poli- 
tical, economic, psychological, mllitaiy, scientific, technological, 
sociological, and many others © In addition, nations derive strength 
from their natural position, physical and morale Therefore, viewed 
in the broad sense when two nations' objectives are conflicting, a 
state of war exists between them whether or not a formal declaration 
la made© Wars today are being waged and won, without formal declara- 
tions and with or without the engagement of armed forces, merely through 
the proper application of other forces awl liable to the nation,. It 
follows then that an estimate of a situation at the national level can 
no longer be valid if it deals with but one of the forces available to 
achieve an objectives Further, when national objectives are in con- 
flict, a national estimate is realistic and completely valid only if 
it recognises that a state of war or conflict exists© 

"3o An estimate of a situation must include a comparison of all 
forces available at the national level that bear directly upon a nation's 
capability to attain its objectives© The courses of action open must 
be those which would result in the attainment of an objective© The 
analysis of opposing lines of action must be based upon a cause-effect 
relationship, or an action-reaction study© The value of an estimate 
is in direct ratio to the accuracy of factual information on the nation's 
capabilities and vulnerabilities© When properly assembled, an estimate 
can provide an orderly array of information reduced to manageable and 
intelligible proportions, and further, it can provide a sound basis 
for decision© 

"U* The assembling of such an estimate at the national level, in 
such form as to be of optimum value to the Chief Executive, is a quite 
tedious, tine-consuming and detailed task. Essentially, it is a task 
involving the collection of a mass of information, its transformation 
into evaluated intelligence, and its reduction to intelligible and 
manageable form© Fortunately, there exist, in the various departments 
and agencies of the Executive branch of the Federal Government, the 
facilities for collecting information and transforming it into evaluated 
intelligence, and to a lesser extent the facilities for reducing it to 
intelligible and manageable form© Unfortunately, no specific depart- 
ment or agency has been assigned the specific responsibility and re- 
quisite authority to assemble, and present to the Chief Executive, a 
comprehensive estimate of any given situation of sufficient scope to 
facilitate a logically developed and well-founded decision© By no means 
does this imply that proper decisions cannot be made without a compre- 
hensive and formally-prepared estimate, but the task of making a 
decision is' made much more difficult in the absence of the assistance 
to be gained from such an estimate© 
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"5o For the most part, the current responsibilities of the 
various departments and agencies in the fields of information and 
intelligence are reasonably well defined. However, in the field 
of assembling such information and intelligence at the national 
level, only two agencies exist which have responsibility and reauisit© 
authority by law and regulation, 

a 0 It is the statutory duty of the National Security 
Council, subject to the direction of the President, 

9 to assess and appraise the objectives, commitments, 
and risks of the United States in relation to our 
actual and potential military power, in the interest 
of national security, for the purpose of making 
recommendations to the President in connection there- 
with 5 o e a o The mere appraisal and assessment of ob® 
jectives, commitments, and risks in relation to 
military power falls far short of a comprehensive 
and complete estimate in any given situation. Even 
though 'The Council shall have a staff®, it is not 
clear that the NSC staff either has assumed, or is 
capable of assuming as its sole obligation, the pre- 
paration of complete estimates, 

b. The National Security Resources Board has the statu- 
tory function 'to advise the President concerning the 
coordination of militaiy, industrial, and civilian 
mobilization®, in the event of war. Thus, facilities 
are available for making a significant contribution 
to a comprehensive estimate in ary given situation, 
but it is clear that the NSRB has neither a mandate 
nor a capability to prepare such an estimate, 

e. The Central Intelligence Agency has the statutory 
duties, under the direction of the National Security 
Council, to advise j to recommend for coordination pur- 
poses; to correlate and evaluate intelligence relating 
to tb<? national security; to perform such other functions 
and duties as may be directed; in relation to intelli- 
gence activities of the Government departments and 
agencies affecting national security. The charter of 
CIA thus contains the broad general authorisation for the 
assembling of all the material necessary for an estimate 
of the situation at the national level. It appears how- 
ever that, in the absence of specific direction, the CIA 
is not undertaking the preparation of national estimates 
of the situation on a truly comprehensive scale. The 
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newly-formed CIA Office of National Estimates is en- 
gaged in formulating ‘nation intelligence estimates® 
in response primarily, it would appear, to the expressed 
desires of the IAC 0 The scope of the NIE*b is not clearly 
defined, but in any event they are much too restricted 
and inadequate to be acceptable as a comprehensive esti- 
mate of a given situation upon which a decision could 
be based. 

"6 0 From this, it is reasonably clear that the Executive branch of 
the Federal Government contains all the facilities and resources, with- 
in its various separate departments and agencies, to provide all the 
available material that is essential to an estimate of ary given situa- 
tion at the national levelo It is also clear that no single agency ha s 
been made responsible for the assembling of such material into a compre- 
hensive estimate of a given situation involving the national security 
upon which a decision by the Chief Executive can be based. Of all the 
Government departments and agencies, it would appear that the National 
Security Council alone has the statutory obligation to make recommenda- 
tions to the President in connection with ’the objectives, commitments, 
and risks of the United States . • », in the interest of national 
securityj 8 and that the Central Intelligence Agency alone is responsive 
to the National Security Council 5 to perform such other functions and 
duties as may be directed,® as well as having statutory authority to 
coordinate, correlate, evaluate, and disseminate national intelligence. 

#7o The President of the United States, as the Chief Executive of 
the nation and as Commander-in-Chief of the nation® s armed forces, must 
bear the heaviest responsibilities of any of the nation's citizens. The 
powers granted to him under the Constitution and through various acts of 
the Congress include the important power of final decision in many situa- 
tions which determine the course of action to be taken by the nation as 
a whole. Such decisions inevitably are far-reaching and fraught with 
consequences that affect the lives and well-being of all citizens and in 
the ultimate may affect their survival as a nation. It would appear 
that the fundamental and most serious obligation of all the departments 
and agencies of the Executive branch of our Government should be to pro- 
vide the President with al l the factual information available which bears 
upon a given situation, to the end that his decisions can be we ll -founded. 
It would appear further that, due to the complexity of factors which enter 
into the solution of problems related to the national security, a single 
agency should be given the clearly defined responsibility and requisite 
authority to assemble all the information bearing upon a given situation 
which reposes in the several Government departments and agencies, and to 
reduce such information to intelligible and manageable form, through the 
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indium of a national estimate of the situation, for the convenience 
of the President and the National Security Council,, 

M 8o A directive from the National Security Council to the 
Central Intelligence Agency would serve adequately to establish 
appropriate responsibility and requisite authority » It is readily 
within the capabilities of the CIA staff to undertake the prepara- 
tion of comprehensive estimates. However, it is within the present 
scope of the Director* s authority in CIA to direct the preparation 
of on© comprehensive national estimate of a given situation as a 
means of exploring and establishing improved methods in operation. 
For the time being, and as an initial approach to developing sound 
procedures for an improved service to the Chief Executive, the 
latter step is preferable, 

n 9o Accordingly, it is recommended that the Director, Central 
Intelligence Agency, approve the preparation of a comprehensive 
national estimate of the situation of the United States vis-a-via 
U 0 S 0 S 0 R., and designate the Office of National Estimates as res® 
ponsible monitoring authority for the CIA. 


/s/ 

25X1 A9a 



Colonel USAF 
Estimates Staff" 


Attachment* 1 
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(Attachment to memorandum from Colonel 
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